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  ABSTRACT 
  
The study sought to investigate problems encountered by educators in the 
implementation of IQMS in selected schools in the Butterworth Education 
District. The study emerged out of an agreement reached by the 
Department of Education, Education Labour Relation Council, unions and 
stakeholders (ELRC, 2003) that Integrated Quality Management System 
(IQMS) be a developmental programme for quality performance in teaching 
and learning in public schools. The programme was based on the merging 
of three programmes, namely the Developmental Appraisal System (DAS), 
Performance Management System (PMS) and Whole School Evaluation 
(WSE) which were integrated in the implementation of IQMS (Resolution 
No.8 of 2003).The first three programmes, DAS, PMS and WSE, were less 
effective and had some flaws that caused implementers (educators) not to 
accept them as performance developmental programmes as they were 
punitive and judgmental. The researcher was interested in investigating 
those problems encountered by the educators in the implementation of 
IQMS.   
 
The study employed a qualitative research methodology with a qualitative 
survey design. Structured interviews were used to collect data. 
 
Five (5) schools out of three hundred and twenty five schools (325) in the 
Butterworth Education District were conveniently selected. From each 
school a sample of five (5) educators was purposively selected according to 
their duty lines on the IQMS structures, i.e. principal, school coordinator 
and three educators, for the purpose of getting relevant information from 
each level.  
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Some of the main findings of the study were: the duration of the training 
was too short; unclear roles and responsibilities of role-players resulted in 
non-implementation of the programme; attachment of incentive to the 
programme made educators to focus on the incentives rather than on the 
programme and the heavy workload of educators hindered the 
implementation of IQMS. 
 
The researcher recommended that administrators/clerks be employed as a 
matter of urgency to all schools in order to lessen the educators’ workload 
especially the principals, for the benefit of accomplishing the objectives of 
IQMS programmes. Re-training was absolutely a necessity. Delinking of 
incentives to the development programme was a crucial issue. The 
researcher also recommended that the IQMS Departmental Officials should 
monitor the implementation of the programme timeuosly so as to tackle the 
problems in their premature stages. The improvement of working conditions 
in schools is essential.   
 
Key words: quality performance; quality management; quality performance 
measurement and quality implementation of IQMS programme. 
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                                    CHAPTER 1 
 
                ORIENTATION AND OVERVIEW OF THE STUDY   
 
 1.1 Introduction 
 
Some South African educators in public schools encountered problems in 
the implementation of Integrated Quality Management System (IQMS) due 
to the South African experience of evaluation within the schooling system 
that has not been a positive one. Amongst the most important factors that 
contributed to the “defiance campaign” of 1989 were the ways in which the 
evaluation and inspection of educators, especially in public schools, were 
perceived and experienced (Mathula, 1989). Educators felt that they were 
being policed and victimized through inspection by principals and inspectors 
and the educators had no access to the reports that were written about 
their performance and were not aware about the end results of the 
judgment (Mestry, 1999). According to Phillips (1996) and Chisholm (2004) 
the secrecy which surrounded the whole system created enormous 
malcontent and the possibility of evaluation and appraisal acting as an 
incentive was severely negated 
 
This study investigated the problems encountered by educators in the 
implementation of Integrated Quality Management System (IQMS) in 
selected schools in the Butterworth Education District. In this chapter the 
researcher gave insight into the background of the study, the theoretical 
framework, as well as rationale for the study. The statement of the problem 
was clarified followed by the research questions. The researcher gave a 
brief outline of the significance of the study and the chapter closed with an 
outline of the chapter. 
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1.2 Background of the study 
 
Education stakeholders and unions decided to stop the inspection by the 
departmental officials at schools through marches and picketing (SADTU, 
2001). The teacher in the classroom was the central role player in the 
process of educating children and therefore a performance- based 
education system was seen as critical to improve teaching and learning. The 
developmental appraisal in the teaching fraternity was seen as a need by 
the Department of Education, after a long breakdown of inspection in public 
schools, because the quality of performance by educators was declining. 
The appraisal was to be an on-going process of developing and evaluating 
the educators’ performance and managing both the behaviour and 
outcomes in the workplace and ideally, establishing a school improvement 
plan or performance adjustment and professional growth (Joyce, 1993).  
 
The performance decline of educators was apparent in the poor 
performance rate of matric results that affected the quality of the learners` 
experience and achievement. The high rate of drop-outs, especially in public 
schools and the high rate of absenteeism of both educators and learners, 
low quality performance of teaching and learning, laziness of learners to 
give feedback on tasks, assignments and/or home works given, high rate of 
teenage pregnancies and high rate of drug possession and/or use of drugs 
in school premises (Chisholm, 2004) were the results of underperformance 
of educators in schools. The only way to retain stability in the teaching 
fraternity was the appraisal of educators to enhance their quality 
performance in skills, knowledge and attitude in teaching and learning for 
the betterment of the system (Farrell & Kerry, 1995).  
 
Through negotiations, research and piloting of various proposals in which 
education stakeholders and unions participated fully; an agreement was 
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reached by the ELRC (Resolution No. 4 of 1998 (a)) that Developmental 
Appraisal System (DAS) be used as the developmental appraisal instrument 
(DoE, 1998 (a)). The purpose was to develop educators in a transparent 
manner with the view to determine areas of strengths and weaknesses and 
to develop them personally and professionally in order to improve the 
quality of the teaching practice programme. According to the combined 
inputs from The National Synopsis (June, 1999), Review Workshop Report 
(May 2000), and Provincial Progress Report and Education Report written to 
the portfolio committee of the Integrated Quality Management System 
(IQMS) (June 20, 2003) revealed that the DAS management was less 
effective due to the list of constraints that included operational, policy, 
training and/or attitudinal issues. By being less effective meant that  the 
cascade training received by educators, language understanding and 
procedure of assessment were not clear  to the implementers and  had poor 
links to other policies on time such as Curriculum 2005 and Whole School 
Evaluation (C005 & WSE). 
 
Furthermore, there has been insufficient ownership, unclear roles and 
responsibilities and poor levels of accountability for the implementation of 
the policy by all stakeholders, in that, there was lack of understanding by 
educators about the actual purpose of DAS, the cascade model of training, 
lack of financial resources to purchase training materials, insufficient venues 
of capacity and there was no training pool from which trainers could be 
drawn (Burns, 2000). The competing departmental priorities of C005 and 
WSE drew energies and attention from the task of implementing DAS 
effectively because they encouraged high levels of role ambiguity. The 
above-said problems were the causes that made DAS to be reviewed in 
2000 as it was seen as negatively focused, backward looking, judgmental, 
subjective, and unreliable and had a cascade model orientation (ELRC, 
2003). 
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The Performance Management System (PMS) came into being through 
Collective Agreement No. 2 of 2002 of the ELRC and was linked with Whole 
School Evaluation (WSE). Performance management is a systematic 
approach to managing people, goals, measurement, feedback and 
recognition as a way of motivating employees to achieve their full potential, 
in line with the organizational objectives (ELRC, 2003). The PMS linked the 
need for effective staff performance with corporate planning cycle and 
operates at an annual cycle that ran from 1st April to 31st March of the 
following year. The aim for PMS was to evaluate individual educator on the 
basis of salary progression, rewards and other measures, to evaluate 
performance fairly and objectively and to improve quality of teaching 
practice and educational management. In view of the fact that it was linked 
with WSE, the purpose of WSE was to evaluate the overall effectiveness of 
a school- including the support provided by the District, school 
management, infrastructure and learning resources- as well as the quality 
of teaching and learning (ELRC, 2003).  
 
IQMS which embraced three integrated programmes namely, the DAS, PMS 
and WSE which meant that the objectives, principles and procedures of 
these three programmes were merged and integrated during 
implementation. The main purpose of the alignment process was to enable 
the Quality Measurement System (QMS) to inform and strengthen one 
another, to avoid unnecessary duplication in order to optimize the use of 
Human Resources and lastly to assure that there is ongoing support and 
improvement and accountability (ELRC, 2003). In order to produce quality, 
an evaluation tool that was used to measure the performance of educators 
in the system was introduced (ELRC, 2003).  
Guidelines, principles and procedures were drawn to ensure fairness, 
transparency and objectivity during implementation. 
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The theoretical framework of the study which follows below and the 
information contained provides an orientation to the study and it anchors 
the study with the literature that was read on IQMS. 
 
1.3 Theoretical Framework 
 
The theoretical framework is a sin quo non in any research study because it 
positions the research in a particular philosophy. According to Groove 
(2004) theoretical perspectives are interrelated sets of assumptions, 
concepts, and propositions and constitute a view of the world. It enables 
the researcher to theorise about the research. It helps the researcher to 
make explicit assumptions about the interconnected of the way things are 
related in “the world”. A theoretical framework is like the lenses through 
which the researcher views the world. An educationalist would view the 
world in a different way as: say a psychologist, or sociologist depending on 
their research topics and purpose of their inquiries. A theoretical framework 
provides an orientation to the study (Maree, 2008). It reflects the stance 
the researcher adopts in the research and that is why the researcher can 
also “frames” the work. Usually the researcher will remain within the 
boundaries of the “frame”. A theoretical framework encourages researchers 
to reflect on their philosophy and theories in relation to their practices as 
educators and to justify why they position their research in the way that 
they do. A theoretical framework anchors the research in the literature and 
facilitates the dialogue between the literature and the study (Maree, 2008).     
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This study was informed or “framed” by the following policies: The National 
Education Policy Act (NEPA, 1996), Employment of Educators Act (EEA, 
1998), Education Labour Relation Act (ELRC, 1998 (a)), and the National 
Department of Education (NDoE, 2000).  The National Education Policy Act 
(NEPA, 1996) mandated the introduction of IQMS. Integrated Quality 
Management System (IQMS) is a programme formulated by the 
consolidation of three programmes, namely DAS, PMS and WSE. The 
purpose of the consolidation was to integrate these programmes during 
implementation in order to ensure the optimal effectiveness and 
coordination of the programmes. The problem was revealed by the failure 
of educators to produce quality results which resulted in the high failure 
rate in the exit classes, the high drop-out rate especially in the public 
schools, the low quality standard of teaching and learning and the 
dysfunctional schools exposed the low performance standard of educators 
in schools. The need for developmental appraisal was seen as a need to 
enhance the competency and quality in the education of South Africa.  
 
This was revealed by the researchers, piloting and negotiations of the 
various proposals with the educational stakeholders and unions (ELRC, 
2003).The Department of Education (DoE, 1998(a)) purported that in-
service training (INSET) should be seen as an ongoing process of 
professional development where teachers continuously improve their skills, 
knowledge and attitudes while continuing their teaching (Farrell & Kerry, 
1995). The programme was also introduced through the Government 
Gazette of (1996) to the unions and to the Department of Education down 
to the educators through the circulars which were supplementing the 
information and the policy was made available later. An agreement was 
reached by the ELRC (Resolution No.8 of 2003) and Education Stakeholders 
(DoE, 2003(a)) looking at the challenges affecting the teaching fraternity 
that educators need to be developed.  
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The adoption of this programme was preceded by several years of conflict 
between teacher organizations and the DoE (SADTU, 2003).  
 
The consolidation of these three programmes and their implementation was 
informed by Schedule No.1 of Employment of Educators Act No.76 of 1998 
(EAA) as Integrated Quality Management System (IQMS).The aim was to 
enhance and monitor the performance of educators throughout for 
professional development in knowledge and understanding of an individual 
educator in fulfilling their responsibilities more effectively in order to qualify 
for pay progression and other incentives thereof.  As there were no 
expertise for the programme, some members from the ELRC were roped in 
to kick start the programme as per agreement by all relevant structures.  
 
The training took place nationally so as to disseminate the information 
down to the provinces, districts and schools (Ministerial Committee Report, 
2009). At district level, the training and workshops were conducted by the 
district officials where unions were also roped in to do some more training 
and workshops. The attendants to these workshops from each school were: 
the principal and one educator per school and the duration of the workshop 
were two weeks for advocacy, training, implementation and evaluation 
procedures. The two trained educators were to go back to their respective 
schools and train other educators. The school had to establish structures 
and to do training through the guidance of management. The SMT was 
expected to do mentoring; support; monitoring and assessment/evaluation 
of their fellow colleagues using the instrument provided by the department 
which appeared in the manual books. Each educator had to self evaluates 
him/herself using the tool provided in the manual book and identify his/her 
concerns through the Personal Growth Plan (PGP). The implementation 
process was to be monitored by structures at all levels of operation.  
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The compositions of structures were different from the district level to the 
school level. In the district, the district IQMS coordinator was the only one 
who had to coordinate and monitor the implementation of IQMS in schools  
and who also had to liaise with schools IQMS coordinators. At the school 
level the composition was as follows: School Management Team (SMT) 
which consisted of (the principal, deputy principal, and heads of 
departments), School Development Team (SDT) which consisted of 
(principal, school coordinator, 1-2 SMT members, 1-3 post level I educators- 
depending on the level of the school). The SDT’s main responsibility was to 
plan, oversee, coordinate, support, and monitor all quality management 
processes and to give feedback to the district IQMS coordinator office. The 
Development Support Group (DSG) which consisted of an every teacher’s 
immediate superior and one/two peers depending on the level of school. 
The school IQMS coordinator reinforced the existing hierarchies of control 
and line of management within the school (ELRC, 2003 (c)).  
 
The expected support and mentoring that was to be given by the district 
coordinator was by responding /reflecting from the information given by 
schools based on needs identified in the School Improvement Plan (SIP). If 
there was any unfair treatment received during the evaluation process, it 
was to be reported to the grievance committee democratically elected by 
educators in schools. IQMS is an Education policy for public schools and 
independent schools receiving subsidy from the department; therefore, 
every teacher was obliged to implement it. The IQMS acknowledges 
transparency, open discussion and quality control (ELRC, 2003 (c) & DoE, 
2003(a)). It focused directly to all the school- based educators and they 
were required to implement it. The problems encountered by educators and 
their areas of development would be identified through the Personal Growth 
Plan (PGP) which was the tool used by an individual educator for self 
evaluation.  
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The evaluation process was to be done internally and externally. The 
introduction of measured accountability had been accompanied by the 
assertion of the primary government control over system (Jansen, 2001). 
Three levels of evaluation were established, namely internal appraisal 
(Process A), external evaluation (Process B) and WSE (Process C) which 
was done by external evaluators. Each step had a set of step-by-step 
procedure (ELRC, 2003 (b)). Process A as an initial stage consisted of initial 
advocacy and training for all educators, establishment of structures, self 
evaluation by individual teachers, the development of an evaluation plan, 
lesson observation of educators that included class visits for mentoring and 
supporting by Developmental Support Group (DSGs) who made the 
information available to the SDT through PGPs for planning of SIP by the 
SDT/SMT. 
 
The purpose of self - evaluation was to enable an educator to become 
familiar with the instrument and terminology, performance standards, and 
criteria of assessment as well as levels of performance in order to meet at 
least the minimum required set standards for professional development and 
for pay and grade  progression. The PGP informed the school about the 
needs of an educator through the SIP form. If there were some educators` 
needs that needed district attention, it was to be informed through the SIP 
tool and the latter was to inform the district through the District 
Improvement Plan (DIP) tool. Monitoring, mentoring and support were to 
be addressed and to be motivated at each and every level to accomplish the 
set objectives (ELRC, 2003; NDoE, 2000).   
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The evaluation process would have been guided by the evaluation Thus, 
after each and every level of evaluation, a meeting was to be convened by 
the school coordinator discussing problems and areas that needed the 
attention of SDT from the individual educator’s PGPs and those which 
needed district office’s attention were forwarded to the district through SIP.  
 
The last evaluation would be summative evaluation where every teacher 
would present two lessons of his/her choice from different learning areas. 
The DSG together with the SDT/SMT would award scores and reconcile the 
current scores with those of the former evaluations for final score recording. 
Those marks would be submitted to the district coordinator through tools 
provided in the manual books and be forwarded to the Province. After they 
would be analyzed, the Provincial IQMS Team would consider who qualified 
or who would not qualify for increment (pay/grade progression). Their 
analysis would depend on the scores that would be submitted by the 
District IQMS Coordinators to the Province.   
  
Process B consisted of a National/Provincial drafted external evaluation plan 
for the sampled schools per round and the District IQMS Coordinator kept 
on informing all the sampled schools timeously about the dates of external 
evaluation. Process B was done in conjunction with Whole School Evaluation 
(WSE) as Process C in integration. The team had to be led by the team 
leader from the Provincial Team in collaboration with the District Team. The 
pre-evaluation visit to the school was done by the team leader and/or 
District IQMS Coordinator through the SMT and SDT, to collect 
documentations, to finalize arrangements on site visits and also to confirm 
the appointment of a school based WSE coordinator (could be a member of 
SDT, not necessarily the principal) in accordance with WSE policy (ELRC, 
2004).  
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The preparatory expectations for the visit to the school were as follows: 
identification of a school representative, cross-section of teachers for 
observation, observation of teachers and writing of report about the 
developments in school. The District team had to lead the process. The 
District Team, SMT and the WSE Team had to use the instrument provided 
in the manual book to observe the lessons, compare findings and discuss 
these with the appraises (ELRC, 2000). These evaluations excluded the 
assessment of learners in the complex interrelationship between teaching 
and learning. 
 
With all the above developments and the complex implementation of IQMS, 
the researcher decided to embark on this study. The main aim for this study 
was therefore to reveal what problems were encountered by educators in 
the implementation of IQMS in schools.         
 
1.4 Rationale for the study 
 
The interest in the study was aroused by the researcher’s observations, 
experiences and exposure at school during the implementation process of 
IQMS, the shared information with other colleagues outside the school, 
social conversation with the peers and the information from literature the 
researcher has read. The reasons for the study were summarized as 
follows: the reluctance or refusal of educators to be allocated in IQMS 
structures at schools, showing no interest and having no input in the IQMS 
planning programmes, passing destructive comments in IQMS meetings, 
attitudes, tensions and emotions that would rise during the preparation of 
the evaluation process and the high rate of absenteeism during IQMS 
implementation process had been noticed.  
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Furthermore, the high expectations of scores by the educators during 
performance evaluation in order to get pay progression versus poor 
performance and fraudulent scores submitted to the department; and the 
workload versus the lack of staff caused by retrenchment and redeployment 
were some of the reasons for the negligence that prompted the study.  
 
Having observed, experienced and read the literature the researcher was 
left with the following unanswered questions: 
 
 What caused the educators to be less interested in the development 
programme and their interest to be aroused only when they had to 
be given scores they did not work for in order to receive increment? 
 Was the two weeks training enough for the whole process of 
preparing the educators for development through the implementation 
of IQMS? 
 Were the facilitators knowledgeable about the IQMS programme? 
 Were there any back-ups in terms of human resource and material 
after the advocacy and training by the department? 
 Were the working conditions, understaffing and the workload of the 
educators given any consideration? 
 Were there any coaching, mentoring and monitoring after the 
training by the departmental officials? 
 Were there any correlations between summary of scores submitted 
and the needs identification in SIPs? 
 Were there any other training workshops/coaching clinics arranged 
by the department other than the initial training? 
 Were there any feedbacks/reflections after submission from the    
department? If yes, did the schools or educators have any access to 
the feedback? 
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Based on these issues, especially the unanswered questions, the researcher 
felt compelled to investigate the problems encountered by educators in the 
implementation of IQMS. The rationale for the study was therefore based 
on the observation, experience, literature read and the unanswered 
questions alluded to above. 
 
1.5 Statement of the research problem 
 
The purpose of the study was to investigate problems that led to the non-
implementation and/or poor implementation of IQMS by public school-based 
educators. The problems emanated from refusal or reluctance of educators 
when allocated to IQMS structures.  Some educators refused to participate 
in IQMS because they had never attended the training or workshops on it. 
They had never been orientated by those who were trained as per the 
resolution. There was reluctance more often when it was time for 
implementation that included the evaluation of educator’s performance in 
the teaching and learning process. These had drawn the researcher’s 
interest to investigate if the cascade format of training was the basic 
problem of the   poor or non-implementation of IQMS and what caused the 
educators to change their attitudes and become emotionally upset when 
IQMS had to be implemented.  
 
Furthermore, the high rate of absenteeism and frequent submission of leave 
forms during the evaluation process were observed and experienced, the 
poor guidance by principals and school management teams due to the lack 
of interest and knowledge, the lack of insight into IQMS by the facilitators 
and untimely implementation of IQMS, the poor morale of educators due to 
working conditions, workload and being understaffed and low remuneration 
packages (DoE, 2003(a)) were some of the problems that were observed 
and experienced by the researcher.  
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The SMT and SDT, as a result of lack of knowledge and understanding on 
their roles and responsibility, kept on submitting fraudulent scores on behalf 
of the educators for pay and grade progression and the researcher turned 
to wonder if the IQMS programme added value to the educators` 
development for quality teaching and learning. The researcher was also 
interested in what mechanisms could be brought to change a fallible 
situation to a perfect one. The researcher observed that the school 
coordinator, who had been allocated to coordinate IQMS implementation 
process between SMT/SDT and educators at school, had less/no information 
about what he/she was supposed to be doing due to lack of mentoring and 
support by either the SDT or the DoE. 
  
Furthermore, the researcher was eager to know whether the duration of 
advocacy, establishment of structures, implementation process and 
evaluation process as a package of two weeks, were feasible for the entire 
planning and implementation process. The problems raised above had 
shown that there were still gaps between quality assurance of the 
educators’ performance in teaching and learning and IQMS implementation 
as a developmental programme in schools.  
 
Taking the above information into account, the researcher decided to 
embark on this research study to find solutions to solve the problems. 
 
1.6 Research Questions 
 
1.6.1 Main research question 
 
Prompted by the researcher’s observations, experience, shared information 
and information from the literature read, the following main research 
question was posed, to guide the study: 
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 “What problems were encountered by educators in the 
implementation of the IQMS policy at schools in the Butterworth 
Education District? “ 
 
 The subsidiary questions to be addressed are the following: 
 
 What may be the explanations for the occurrence of the problems in 
the implementation of IQMS? 
 What mechanisms can be drawn to change the educators` attitude 
towards the IQMS? 
 What suggestions can be put in place to improve the implementation 
of IQMS in schools? 
 Is there any need for re-training of educators for the thorough 
implementation of IQMS and for development purposes? 
 
1.7 Aims of the study 
 
The aims of the study were: 
 
 To elicit the problems encountered by educators in the 
implementation of IQMS. 
 To assist in solving the problems in the implementation of IQMS. 
 To suggest ideas that may be user- friendly to the implementers. 
 To help convey the awareness about the importance of IQMS in the 
field of teaching and learning. 
 To be of assistance in shifting the focus of the attachment of 
increment (pay/grade progression) to the developmental 
programme,  
 This was seen as a barrier towards the objectives of IQMS. 
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 To change negative attitudes towards IQMS for positive quality 
implementation of IQMS. 
 
1.8 Statement of the specific outcomes of the study 
 
The outcomes of the study envisaged the elimination of some of the 
problems identified and turning them to positive attitudes that might lead to 
quality implementation of IQMS. The research study also wished to help 
eradicate the barriers that might be the results of poor or non-
implementation of IQMS in schools and help in improving the quality of 
implementation and its importance to the field of teaching. The research 
study might also be used as a turning point towards the enhancement of 
quality performance of educators in order to qualify for increment, rewards 
and incentives. 
 
1.9 Significance of the study 
 
The study might be beneficial to the Department of Education as a 
stakeholder. It might also add value to the changes when the department 
reviews the IQMS policy. Findings and recommendations might be the 
refreshments needed by the policy implementers and might be used to find 
strategies that might help the implementers to recognize IQMS as the policy 
that might develop their well being in the field of education. The results 
might be helpful in conveying the meaning and purpose of IQMS to the 
implementers.  
 
The findings might bring empowerment to assist in solving the problems in 
the implementation of IQMS.  The study might strengthen in changing 
negative attitudes that might be the cause of the problems in the 
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implementation of IQMS to positive ones of perceiving  the programme as 
an enhancer to their performance for quality teaching and learning. 
Suggestions, findings and recommendations decided upon by the 
researcher together with the supervisor and with the institution would be 
forwarded to the DoE as recommendations. 
  
 
1.10 Chapter Outline 
 
1.10.1   CHAPTER 1 
 
The first chapter entailed the exact picture of this mini-dissertation. The 
outline of the chapters served as a guide to the arrangement of the leave. 
This chapter included the introduction, background to the study, the 
problem statement as well as the aims and the objectives. The significance, 
as well as acronyms used in the study was also explained. 
 
 
1.10.2 CHAPTER 2 
 
In this chapter a comprehensive literature review was given. Different 
documents were consulted and other authors’ opinions were illustrated. 
These documents and opinions gave the basis of the research study. 
 
1.10.3 CHAPTER 3 
 
In this chapter the research design as well as the methodology to be used 
in the study was provided. 
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1.10.4 CHAPTER 4 
 
In this chapter the analysis, presentation and discussion of results were 
given. 
 
1.10.5 CHAPTER 5 
 
Summary, conclusion and recommendations formed the basis of this 
chapter. 
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 CHAPTER 2 
                
                       LITERATURE REVIEW  
 
2.1 Introduction 
 
In the literature review the researcher sought to investigate what other 
authors had said about IQMS and the problems experienced by educators in 
the implementation of IQMS. In doing this, the researcher gave a 
background of policy,  implementation of DAS programme and its failure, 
the Performance Measurement System (PMS) and Whole School Evaluation 
(WSE) as second development programme, guiding principles and 
procedures for implementation of IQMS and implementation process of 
IQMS and some authors’ opinions about the occurrence of IQMS problems. 
These problems, especially on the implementation of IQMS, and the 
problems encountered in its implementation triggered the interest of the 
researcher. It was for this reason that the researcher decided to embark on 
this research study. 
 
2.2 The background of the study 
 
The South African experience of evaluation within the education system had 
not been a positive one. Educators felt that they were being policed and 
victimized through inspection. This experience and perception, especially in 
public schools, had a negative impact and resulted in a breakdown of 
inspectorate and subject advisory services in the schooling system.  
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The reason for this breakdown was the punitive treatment during 
evaluation, in that, educators had no access to their evaluation performance 
reports the inspectors had written about them and were not aware about 
the end results or the recommendations for improvement in the reports 
(Mestry, 1999). Education stakeholders and unions decided to stop 
inspection at the schools through marches and picketing (SADTU, 2001). 
There was no link between educators and the department due to the 
evaluation clash in the education system. The need for developmental 
appraisal in the teaching fraternity was approved by the department, as the 
educators’ performance in teaching and learning was declining.  
 
According to Phillips (1996) and Chisholm (2004), the secrecy which 
surrounded the whole system of evaluation and appraisal was the poor 
performance rate of matric results which affected the quality of learners’ 
experiences and achievements, the high rate of drop-outs, especially in the 
public schools, high rate of absenteeism of both educators and learners, low 
quality of performance in teaching and learning, laziness of learners to give 
feedback on tasks, assignments and/or homework given to them and high 
rate of teenage pregnancy (Phillips, 1996 & Chisholm, 2004).  
 
The problem revealed that to some extent educators were not performing 
to an optimum level. The only way to retain stability in the teaching 
fraternity was the appraisal of educators to enhance their quality in skills, 
knowledge and attitude in teaching and learning for the betterment of the 
system (Farrell & Kerry, 1995). The Department of Education (DoE, 1998) 
purported that in-service training (INSET) should be seen as an ongoing 
process of professional development where teachers continuously improved 
their skills, knowledge and attitudes while continuing their employment 
(Farrell & Kerry, 1995).  
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The education stakeholders and Department of Education reached an 
agreement through research, piloting and negotiations of various proposals 
in the Education Labour Relations Council (ELRC) that DAS as a 
developmental appraisal instrument be introduced. This was informed 
through (Resolution No.4 of 1998) & (SADTU, 2003).  
 
The purpose was to develop educators in a transparent manner with the 
view of determining areas of strengths and weaknesses of educators and to 
develop them individually and professionally in order to improve the quality 
of teaching practice and education management. 
 
2.3 The implementation of DAS and its failure 
 
According to the DAS (1998) manual book, the notion of “appraisal” was 
aimed essentially at an acknowledgement of the positive aspects of 
educators’ performance. It rests on the belief that nobody was just full of 
faults and nobody was only and totally negative. Thus, the notion of 
appraisal was tied decidedly to a more “developmental approach”, as 
opposed to a “judgmental” one. The formative form of evaluation was 
qualitatively framed and emphasized on processes rather than products. 
The effective implementation of DAS was to be monitored throughout the 
process.  
 
According to the combined inputs from The National Synopsis (June 1999), 
Review Workbook Report (May 2000) and Provincial Progress Report and  
Education Report written to the portfolio committee of the Integrated 
Quality Management System (IQMS) (June 20, 2006) revealed that the 
programme was less effective due to the list of constraints that include 
operational, policy, training and/or attitudinal issues (Perspectives in 
Education, 2005). 
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 By being less effective meant that it was not user friendly to the 
implementers, it had a poor link with other policies on time such as 
Curriculum 2005 and Whole School Evaluation (C005 & WSE). 
 
By operational constraints it meant that there was lack of common 
understanding amongst the officials and school based educators, 
detrimental delays in the implementation of DAS, inadequate capacity for 
the successful implementation of DAS and lack of data base.  Moreover, 
policy constraints involved lack of user-friendly formats and language, 
complicated core criteria and the training constraints issues identified such 
as the cascade training received, lack of resources to purchase training 
materials, small training venues and lack of training pools. There had been 
insufficient ownership, unclear roles and responsibilities and poor levels of 
accountability for the policy by the stakeholders (National Synopsis, 1999), 
(IQMS Portfolio Committees 2006).  
 
Additionally, the attitude constraints referred to observations which were 
identified as fear of victimization, lack of advocacy, resistant to change, 
apathy, user frustration, lack of participation and lack of understanding 
about the actual purpose of DAS (Brink, 2002). The competing 
departmental priorities of C005 and WSE drew energies and attention from 
the task of implementing DAS effectively because they encouraged levels of 
ambiguity.  
 
Due to the above said problems, DAS was to be reviewed in April 2000 as it 
was seen as negatively focused, backward looking, judgmental, subjective, 
and unreliable and have a cascade model of orientation (ELRC, 2003(b) & 
NDoE, 2000). 
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2.4 Performance Management System (PMS) and Whole School 
Evaluation (WSE)  
 
The Performance Management System (PMS) was introduced by the 
(Collective Agreement (No.2 of 2002) of the ELRC. According to Mestry 
(1999) performance management is a systematic approach to managing 
people, goals, measurement, feedback and recognition as a way of 
motivating employees to achieve their full potential, in line with the 
organization’s objectives. The PMS linked the need for effective staff 
performance with cooperate planning cycle that run from the 1 April to 31 
March of the financial year. The aim for PMS was to provide a basis for 
decision on salary progression, rewards and other measures, to provide 
performance fairly and objectively and to improve the quality of teaching 
practice and educational management. On the 10th April 2003, (the 
Resolution No.1 of 2003(b)) agreed on the implementation of PMS and 
WSE. The purpose was to evaluate individual educators salary and grade 
progression, affirmation of appointments and rewards and incentives and 
the WSE purpose was to evaluate overall effectiveness of a school, school 
management, infra-structure and teaching and learning resources  as well 
as quality teaching and learning.  
 
The White Paper on Human Resource Management in the Public service 
(1997) highlighted the importance of performance management in the 
public sector and stated that the success of the public services in delivering 
its operational and developmental goals depended primarily on the 
efficiency and effectiveness with which employees carry out duties.  
 
Therefore, PMS was a tool to ensure that employees knew exactly what was 
expected of them, managers knew that the employees` performance was 
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delivering the required objectives and that poor performance was identified 
and improved and good performance was recognized and rewarded.  
 
The White Paper suggested that the implementation should be based on 
result orientation, training and development, managing poor performance 
and rewarding good performance in openness, fairness and objectivity 
principles. The policy defined “Performance Standards” as mutually agreed 
criteria used to describe how well work must be done. Twelve Performance 
Standards (PS) were identified (ELRC, 2003 (c)) & (NDoE, 2000). These PS 
were categorized according to the school staff level, their level of 
performance and duties. They had also been categorized according to the 
educators who were in post level 1 to the principals who are in post level 4. 
From the PS  1-7 of the tool provided, it evaluates post level 1 educators, 
from PS 1-10 it evaluates deputy principals and heads of departments and 
from PS 1-12 it evaluates principals as educators as well as administrators. 
 
The twelve (12) PS were described as follows: 
 
Performance Standards Short description 
PS 1:Creation of a positive learning 
environment 
Competence in creation of a positive 
learning environment and 
maintenance of effective discipline 
PS 2:Knowledge of curriculum and 
learning programmes  
Competence in content knowledge 
and demonstration of meaningful 
learning experience 
PS 3 : Lesson planning preparation 
and presentation 
Competence in planning, 
preparation, presentation and 
management of learning 
programmes  
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PS 4 : Learner assessment 
/Achievement 
 Competence in monitoring and 
assessing learner progress  
PS 5 : Professional Development in 
field of work/career and participation 
in professional bodies 
The educator engages in 
professional development activities 
consistent with his own goal and 
objectives 
PS 6: Human relations and 
contribution to school development 
The educator engages in appropriate 
interpersonal relationships with 
learners, parents staff and 
contributes to the development of 
the school 
PS 7 : Extra curricula participation The educator engages in extra- 
curricular activities in such a way 
that it supplements the learning 
progress 
PS 8 : Administration and records Administers resources and records in 
an effective and efficient manner in 
order to ensure the smooth 
functioning of the institution 
PS 9 : Personnel  Manages and develops personnel 
under his/her  supervision in such a 
way that vision and mission of the 
institution are accomplished 
PS 10 : Decision making and 
accountability 
Establishes procedures that ensure 
democratic decision-making and 
accountability within the institution 
PS 11 : Leadership, communication 
and serving the governing body  
 
Provides an environment that 
creates and fosters commitment and 
confidence among colleagues and 
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 On 10 April 2003 PMS was linked with Whole School Evaluation (WSE). This 
came as a notice in terms of Section 3 (4) (1) of the National Education 
Policy Act (NEPA, 1996). The purpose of WSE was to identify and evaluate 
the overall effectiveness of schools including strengthening the support 
provided by the district, school management, infrastructure and learning 
resources as well as the quality of teaching and learning (ELRC, 2003), 
increase the level of accountability and identify aspects of excellence within 
the system.  As a process, WSE sought to ensure that all learners were 
given an equal opportunity to make the best use of their capabilities and 
were meant to be supportive and developmental rather than punitive and 
judgmental. The policy contained a built-in mechanism for reporting 
findings and providing feedback to the school and to various stakeholders 
like the National, Provincial and District Education Departments, parents 
and society generally – on the level of performance achieved by the school 
(NDoE, 2005). 
 
The ELRC  which  comprised  various unions representing  teachers and 
senior officials  from the  Department  of   Education  formulated  a  new 
system referred to as Integrated Quality Management System (IQMS) 
(ELRC,2004 (c)) and the implementation was mandatory in every public  
and independent schools who are receiving subsidy from the government in 
South Africa.  
 
 
learners 
PS 12 : Strategic Planning, Financial 
Planning and Education Management 
Development 
The educator displays competence in 
planning and education management 
development 
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On 27 August 2003, Collective Agreement No.8 of 2003 in respect of IQMS 
was signed for implementation and as informed by Schedule No.1 of the 
Employment of Educators Act (EEA) (No.76 of 1998).  
 
In the ELRC, the agreement was reached that the three previous 
programmes DAS, PMS, and WSE be consolidated for quality management 
in education and integrated in implementation.  The main objective was to 
ensure quality public education for all and to constantly improve the quality 
of teaching and learning and accountability to all (ELRC, 2003 (c)). The 
process was to be monitored throughout by structures established at 
schools. 
 
2.5 Guiding principles and procedures for the implementation of 
IQMS 
 
Guiding principles and procedures were drawn to ensure the application of 
fairness, uniformity, consistency and openness or transparency in the 
implementation process to minimize subjectivity. In order to ensure that 
IQMS was implemented, structures at all levels of implementation that is, 
from nationally, provincially, in districts and at our local schools were 
established. A two weeks workshop for the whole process was conducted at 
the district level and the sampling for the attendees of the training was two 
educators, that is, the principal and one educator per school. These 
educators were expected to go back and train other educators. 
 
2.6 Implementation process of IQMS 
 
Two trained educators were to go back to their respective schools and train 
other educators.  
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The schools had to establish structures and did training through the 
guidance of school management. The School Management Team (SMT), 
School Development Team (SDT) and Development Support Group (DSG) 
as established structures for IQMS, were expected to do mentoring, 
monitoring and assessment or evaluation of their fellow colleagues on their 
performance using instruments provided by the department, which are the 
manual books and identify educators’ concerns and areas that needed 
development through Personal Growth Plan (PGP). The implementation 
process was to be monitored by structures in all levels of operation. The 
compositions of structures differed from the district level to structures of 
the school level. In the district, the district IQMS coordinator was the only 
one who coordinated and monitored the implementation of IQMS in schools 
liaising with the IQMS schools coordinators and STMs. The composition of 
structures in the school level were as follows: the School Management 
Team (STM) consists of the principal, deputy principal, and head of 
department, the School Development Team (SDT) consisted of the 
principal, the WSE coordinator, 1-2 SMT members, 1-3 post level 1 educator 
depending on the level of the school. The Development Support Group 
(DSG) consisted of educator’s immediate superior and one peer (ELRC, 
2003 (c)). The school IQMS coordinator reinforced the existing hierarchies 
of control and the line management within the school (ELRC, 2003 (c)).  
 
The SMT and SDTs’ main duties were to plan, oversee, coordinate, support, 
mentor and monitor the implementation process. The DSG mentored, 
monitored, supported the individual educator through class visits planned 
prior by the SMT/SDT and reported the performance and the progress of an 
individual educator to the SMT/ SDT through PGP. The SMT/SDT compiled 
all the PGPs and informed the development to the district through the 
School Improvement Plan (SIP).  
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The district coordinator had to give feedback to the areas of concern 
indicated by the school and those that needed the district’s attention from 
SIP submitted through workshops or school visits.   
 
If there was any unfair treatment experienced during implementation, it 
was to be reported to the grievance committee democratically elected by 
educators in school.   
 
2.7 Some authors’ opinions about the occurrence of the IQMS 
problems 
 
According to Weber (2005) there are contradictions about IQMS 
implementation between the politics of accountability and the developments 
of human resource because the two opposites exist alongside each other 
and it was not clear how this matter might be resolved in practice. He 
further states that IQMS acknowledged subjectivity in appraisal and outlines 
how this might be countered through transparency, fairness, open 
discussion and quality controls, but the policy ignored the influence of 
national and community influences and  the roles of constitutional politics at 
the school level, that is, how authority and power were exercised (Weber, 
2005). Weber also states that some of the problems that might have led to 
the underperformance of schools were that: less attention had been paid to 
the gender relations between powerful senior management in schools and 
their junior colleagues, the tendency of sexual harassment and abuse of 
female learners by male educators and conflict of interest due to love 
relationships amongst the managers and staff in schools. 
 
Ericson & Ellert (1987) were unfulfilled by the exclusion of learners in the 
complex interrelationship between teaching and learning.  
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He supported his statement by stating that teaching cannot be done in 
isolation that is, without learning. Learners should be seen as agents of 
their own learning; they should take on their proper share of the 
responsibility as their learning has moved from being teacher-centered to 
being learner-centered. They suggested that IQMS should not assess 
educators’ performance only, but also how learners succeeded through 
educators’ support to strike the balance between the quality of performance 
in teaching and learning. 
 
According to Mboyane (2002) some of the reasons that resulted in poor 
implementation were: the National Department of Education’s advocacy 
programmes on IQMS were not intensively driven and the training given to 
the teachers was insufficient. He also affirmed that some consultants who 
were conducting the training had inadequate knowledge and practical 
inexperienced to undertake such training. The cascade model of training, 
the lack of insight into IQMS by facilitators, the top down approach of the 
Department, lack of Departmental backup and insufficient resources in 
previously disadvantaged schools were experienced. These were some of 
the problems for teachers not to display initiative to implement the IQMS. 
 
In SADTU (2011) Clarke states that schools were underperforming due to 
poor leadership and management, poor accountability and responsibility, 
bad improvement planning, and lack of knowledge and skills to the 
teachers. Clarke further detailed his observation that managers and 
leadership teams tended to focus their efforts on ensuring that they 
complied with departmental rules and regulations and the bureaucratic 
administrative demands of the district officials rather than on addressing the 
needs of the schools and managing and monitoring the quality of teaching 
and learning. 
  
31 
 
 Clarke supplemented his observation by saying that planning in some 
schools was superficial, haphazard and inadequate in that, their planning 
seldom involved educators in the planning, let alone in providing them with 
a year–plan setting the dates and deadlines for the year.  
 
The monitoring of educators and learners’ performance was limited and/or 
haphazard, analysis on the educators and learners’ record of absence and 
late coming was not monitored on regular basis. There was unwillingness to 
acknowledge that the underperforming schools might be the consequence 
of lack of leadership and good management on their part as the leadership 
team. Lack of communication and authority lines displayed unclear roles 
and responsibilities on portfolios assigned to the promotion post holders. 
Bad improvement planning was not based on detailed analysis of base-line 
performance assessment data and needs analysis of the schools. 
Improvement plans did not delegate responsibility for achievement of 
specific targets to an individual. Lack of skills and professional knowledge, 
deficiency in management and leadership experience were observed as 
problems affecting the performance in schools (SADTU, 2003). 
 
These were the opinions of different authors on occurrence of IQMS 
problems or failure on implementation of IQMS in schools. 
 
2.8 Conclusion 
 
In this chapter the summary of literature review was presented, in which 
different developmental appraisals and their failures were discussed. Some 
of the authors’ opinions about the failure of IQMS implementation in schools 
were also addressed.  
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The literature review further attempted to outline the guidelines, procedures 
and principles that might be the cornerstone on the implementation of 
IQMS programme in schools. In addition to that, the researcher endeavored 
to reveal the experience and observation that contributed to the non-
implementation of IQMS in public schools and independent schools 
receiving subsidy from the DoE. The literature review further disclosed the 
list of issues that led to the non-implementation of IQMS. These were listed 
as follows: the lack of knowledge and skills by the implementers (especially 
those who were supposed to monitor the implementation of the 
programme), lack of responsibility and accountability of the senior 
management in schools and down to their junior colleagues, the cascade 
model of training, the insufficiency of resources, lack of departmental back-
up and non-conducive work places, stresses, traumatic due to workloads 
and overcrowded. 
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 CHAPTER 3 
 
     RESEARCH DESIGN AND METHODOLOGY 
 
3.1. Introduction 
 
The purpose of this study was to introduce the design and the methodology 
used for this research study. The aim of the study was to elicit the problems 
encountered by the educators in the implementation of the IQMS and to try 
to assist in solving them. Under this section the research design and 
methodology would be described. The literature revealed some of the 
problems that led to the non-implementation of IQMS.  The following issues 
would be addressed: the research design, research methodology, 
population, sampling, and data collection techniques and data analysis. 
Ethical issues like trustworthiness and the limitations of the study would 
also be addressed.  
 
3.2. Research approach 
 
The qualitative approach was used in this study. The qualitative method 
specifically enabled the researcher to gain an understanding of the 
perceptions, values, actions and concerns of the educators under study 
(McMillan & Schumacher, 2001). The notion of the researcher being 
separated from the subject of the research is not compatible with 
interpretive philosophy. As the researcher was studying individual 
perceptions and experiences in the implementation of IQMS, while using 
educators to do so, it was impossible to completely separate the researcher 
from what was being investigated.  
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The researcher would thus be considered as being an “insider” during the 
process of conducting the research, which means the researcher became an 
instrument, because the bulk of the data to be collected, was dependent on 
their personal involvement (observation and interviews) in the educators’  
settings (Leedy and Ormrod, 2001). 
 
3.3 Research design            
  
Grooves (2004) claims that at a basic level, research designs can be viewed 
as an integrated map of the research project. This study was guided by the 
qualitative survey design. The word survey refers to the study population 
through observation on its members. Most surveys use a sample of 
members to measure population characteristics as in the definition by 
Grooves (2004) when he states:“The survey is the systematic method for 
gathering information from (a sample) entities for the purpose of 
constructing quantitative or qualitative description of attributes of the larger 
population of which the entities are members”. 
 
According to the definition of Grooves (2004) the survey can therefore be 
used both in a quantitative and qualitative study; therefore, Grooves talks 
about quantitative and qualitative surveys. Furthermore, he states that in 
quantitative research survey a relatively large number of people are used in 
the sample, each being a standard set of questions (usually through the use 
of questionnaire) posed in the same way each time. For many of the 
questions there will be a range of standard answers from which findings are 
collected as numerical data, are generally subjected to computer analysis 
and are interpreted at least in part through the application of statistical 
concepts. 
Grooves (2004) argues that the qualitative research design on other hand  
focuses on understanding the nature of phenomena and their meaning, 
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rather than incidences. It tends to have the following characteristics: direct-
face-to-face contact between the primary researcher and those being 
research; in-depth examination of small sample scale or small numbers of 
observation; unstructured interviewing guides which are responsive to 
context and may be amended throughout the research study; and the 
teacher and his/her interpretive input is key to the process. McMillan & 
Schumacher (2001) agree when they postulate that the qualitative survey 
design is a system of inquiry which seeks to build a holistic, largely narrative 
description to inform the researcher’s understanding of social or cultural 
phenomena.  
 
This research resonates well with qualitative research design since the aim 
of the study is to investigate the problems encountered by the educators in 
the implementation of IQMS in selected schools in the Butterworth 
Education District. 
 
 3.4   Population 
 
According to Gay and Airasian (2003), by definition, population is the group 
of individuals to which the result of the study can be ideally generalized. 
According to Leedy & Ormrod, (2001) population is a group of elements, or 
cases, whether individuals, objects or events, that conform to specific 
criteria and to which we intend to generalize the results of the research. 
The sampling of the study was done in the population of the Eastern Cape 
Province in the Butterworth Education District (Circuit 15). This district 
consists of three hundred and twenty five (325) schools and the circuit 
consists of twenty seven (27) schools.  
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3.5 Sampling 
 
According to Creswell, (2003), sampling refers to the process used to select 
a portion of the population for the study. Qualitative research is generally 
based on non-probability and purposive sampling. That means participants 
were selected because of some defined characteristics that made them the 
holders of the data needed for the study (Maree et al, 2008). Furthermore, 
the researcher wanted to ensure that she obtained the sample that was 
uniquely suited to the intent of the study and convenience sampling was 
used to select the schools. 
 
The participants of the study were as followed: Five (5) Junior Secondary 
Schools out of three hundred and twenty five (325) in Butterworth District 
were selected. These schools were within the proximity of the researcher in 
terms of geographical location and this reduced unnecessary cost of the 
researcher. Five (5) educators from each school were conveniently and 
purposively sampled and the composition of selection was as follows: the 
principal, IQMS school coordinator and three educators. The selection used 
was by means of their different positions and different information needed 
from their respective positions; therefore they were interviewed individually 
to avoid barriers of not getting relevant information.  
 
The sample size for this study was therefore five (5) Junior Secondary 
Schools in Butterworth Education District and twenty-five (25) participants. 
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3.6. Data collection technique 
 
Interviews were used to collect the data. According to Leedy & Ormrod 
(2001) structured, semi-structured and unstructured interviews can be 
used. These are described below:  
 
1. The unstructured interview: Leedy & Ormrod, (2001) describes this 
type of interview as very flexible approach where the researcher 
establishes the areas of interest but the discussion of issues is guided 
by the interviewee. The problem with unstructured interview is that, 
they can prove extremely difficult to analyse. 
2. The semi-structured interview:  This type of interview is flexible 
because the interviewer directs the interview more closely, Leedy & 
Ormrod (2001). The semi-structured interview is flexible enough to 
allow the interviewee an opportunity to shape the flow of 
information. 
3. The structured interview: During this model of interview, the 
interviewer has control over the order of all the predetermined 
questions. Compared to the other models of research, the structured 
interviews may provide an easier framework for analysis. 
 
Based on the afore-mentioned explanations, the researcher is of the opinion 
that structure interviews were best suited for this research study.   
 
The interviews were structured such that the researcher and the 
participants worked together to arrive at the core of the matter (Tesch, 
1994). The researcher listened to everyday experiences related to the 
phenomenon and had an access to view the meaningful cues in the 
participants` expression, questions and occasional side trackers. The typical 
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interviews were more like informal conversations, where the participants 
were doing most of the talking and the researcher doing most of the 
listening (Leedy & Ormrod, 2001). 
 
The main intention for these interviews was to give each participant enough 
time to express him/herself about the information needed and would also 
helped the researcher to explore the participants’ views, ideas, beliefs and 
attitudes and their perception about the phenomena. Participants 
(educators) were interviewed according to the positions they were holding, 
that is, principals, IQMS coordinators and educators, so as to capture 
everything including verbal cues of the participants.  The reason was that 
all participants had to be free to share relevant information without fears 
and threats by their superiors.  
 
The data was collected by first following all the necessary steps like locating 
and gaining permission, establishing rapport with the group to be 
interviewed, making choice of data collection techniques, and lastly, the 
researcher was to give more attention to possible interpretation and 
verification of the emergent findings with the key informants.   
On the due date of appointment, data was collected through  structured 
interviews with some points noted and recorded and follow- up questions 
were asked for clarity and follow-up visits were made for any missing 
information.  
 
3.7 Administering of the instrument 
 
The researcher requested the permission from all the levels concerned. 
These following were the Departmental levels from which the permission 
was requested: The Department of Education, The District Director, The 
Principals of the schools and the participants. The permissions were granted 
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from all the levels (see Appendix B-H). The researcher visited the schools 
prior the interview dates for the preparation of the main interview: the 
venue, the explanation of the purpose, to address the procedures of the 
interviews and the type of questions to be asked. The second visit was as 
per agreement about dates and time with SMTs and educators. The 
participants were grouped according to their categories. The researcher 
probed the participants during the interview to evoke thoughts around, 
behaviour, knowledge, perceptions, feelings, experiences and the 
background of the participants around the research topic. The visual cues 
and gestures of the participants were observed and were recorded by the 
researcher. 
  
3.8 General limitations and measurements taken to overcome 
these limitations 
 
There were some limitations that negatively affected the study. These were 
financial constraints, time frames, workload, distance and geographical 
locations of the schools. Accessibility of participants was also a challenging 
factor to the study.  
 
By financial constraints the researcher meant that a lot of money had to be 
spent for visiting the supervisor timeously, which was in Umtata then, for 
internet café, for collecting data, printing, photocopying, buying laptop, 
modem, USB  and distance travelled to collect data from schools. 
Sometimes educators were inaccessible due to backlogs, school 
commitments and school activities. 
 
The continuous changing of supervisors due to inaccessibility and one of the 
supervisors was bored by the institution due to ill-health.  
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Time frames to finish the study, heavy workload, and family responsibilities 
were some of the challenges. These were the main challenges that 
prolonged the completion time of the study.  
 
To overcome these challenges, the researcher used nearby schools for data 
collection and requested a nearby supervisor who was timeously accessed 
in order to save time and money. The researcher had applied for financial 
support from the institution and from the DoE to assist in meeting the 
needs of the research process .The access to the participants was very 
limited due to work backlogs and due to logistical factors like extra-mural 
activities and protest actions. The researcher had to make appointments 
telephonically with the principals and arranged with them when and how to 
meet with the participants. Sufficient documents for literature reviews were 
consulted in this regard to make the study more authentic, valid and 
reliable. These are trustworthy measures which might make the outcomes 
of the study credible enough for academic use. Visits to schools were made 
to arrange for the interviews. Thorough explanation was done about the 
procedure and purpose of the study.  
 
3.9 Ethical considerations 
 
Within certain discipline of study, be it social sciences, criminology or 
medicine - the use of human subjects in research was, of course, quite 
common. Whenever human beings are the focus of investigation, ethical 
implications of what we are propose to do have to be looked at closely. 
These ethical issues fall into one of five categories: permissions, protection 
from harm, informed consent, right to privacy and honesty. This section 
described the internal review boards and professional codes of ethics that 
were provided as guidance for the research (Leedy & Ormrod, 2001). 
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3.9.1 Permissions 
 
The researcher requested permissions from the Department of Education, 
District Office and from the principals of the local, selected schools. Once 
the permission had been granted by all the levels, appointments were 
requested from the respective schools to address the procedure of research 
and expectations from the school.  
 
3.9.2 Informed consent and voluntary participation  
 
The participants` voluntary willingness to participate in the study was 
informed through consultation with the principal. The researcher briefly 
explained the objectives of the research study and emphasized the fact that 
the participants could withdraw at anytime they felt like. The researcher 
arranged with principals of the schools personally, about the time and dates 
of interviews. On the day of interviews the researcher obtained a verbally 
informed consent from the volunteers before starting with the interview 
schedule.  
 
During the follow-up interview (person-to-person), the researcher presented 
the letter of consent to the participants, in which the research processes 
were described. The researcher read the letter for the participants and gave 
them a chance to ask questions for clarity and the consent forms were 
signed by those who were willing to participate in the research. 
 
 
3.9.3 Protection from harm, honesty, and trustworthiness 
  
The researcher informed the participants that they would not be exposed to 
any undue physical or psychological harm (Leedy & Ormond, 2001). During 
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the research study, the researcher strived to be honest, respectful and 
trustworthy towards all participants and if by any chance participants 
required debriefing after an interview, the researcher had provided it, or 
had made special appointments to redress unclear questions. The 
researcher addressed the processes and types of questions that she was 
going to ask just to relieve them of any tensions or reservations.  
 
3.9.4 Privacy, confidentiality, professionalism and anonymity 
 
According to Burns (2000), both the researcher and participants should 
have a clear understanding regarding confidentiality of results and findings 
of the study. All the reports were made anonymous. The researcher strived 
for professionalism in terms of honesty, confidentiality and code of conduct. 
All the participants’ information and responses shared during the study were 
kept private and the results were presented in an anonymous manner in 
order to protect the privacy of the participants. 
 
3.10 Conclusion 
  
This chapter covered the research design and methods used for research. 
Sampling strategies, data collection and data analysis methods were 
discussed, as well as measures to be taken to ensure validity and the 
reliability of the study. This chapter also included ethical measures which 
were adhered to, to protect the participants.  
The researcher was very much aware of the limitations posed to the study. 
This was discussed in this chapter as well as the measures taken to 
overcome their negative impact on the study. 
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                          CHAPTER 4 
 
DATA ANALYSIS, PRESENTATION AND DISCUSSION OF THE 
RESULTS 
 
4.1 Introduction 
 
The purpose of this chapter was to discuss the qualitative research 
approach, which included the structured, semi-structured interviews and 
observation. In this chapter the analyzed data collected would be 
presented. Having done that, a discussion of the results would take place. 
Validity, reliability and trustworthiness of information would also be 
discussed. 
 
4.2 Qualitative analysis 
 
The researcher analyzed the data based on structured interviews 
conducted. The analysis responded to the aims and questions which 
aroused the interest of the researcher into doing the research study. 
 
4.2.1 Aims of analysis 
 
The aims which were taken into account to analyze the data were the 
following:  
 
 Investigate whether the reason for poor or non-implementation of 
IQMS in schools was due to the impact of the quality of training 
received and/or the duration of the training. 
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 Investigate whether the problem was due to the lack of knowledge       
about their roles and responsibilities or whether it was due to a 
dysfunctional structures 
 Investigate the kind of support rendered by management in schools 
and by the Department for the educators. 
 Investigate whether there was any back-up and/or reflection from 
the Department after summative analysis. 
 Investigate the problems encountered in the implementation of IQMS 
programme and mechanisms to improve the implementation. 
 
4.3 Analysis procedure 
 
According to Creswell (1998) data is analyzed by going through several    
steps: Organize the data by breaking large bodies of text into smaller units. 
Peruse the data and get a sense of what it contains. Identify general 
categories or themes and classify each piece of data accordingly.  
 
The method of analyzing data for this research study was content analysis. 
According to Maree et al (2008) content analysis is a systematic approach 
to qualitative data analysis that identifies and summarizes message content. 
It is a process of looking data from different angles with the view to 
identifying keys in the text that would help the readers to understand and 
interpret the raw data.  
 
In a nutshell, content data analysis is an iterative approach aimed at 
understanding how participants make meaning of the phenomenon under 
study. The analysis procedures used in this study included reducing the 
data by considering the material in some systematic way to make it more 
manageable, as well as structuring the information in terms of themes and 
relationships.  
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The analysis of data actually commenced when the interviews were 
transcribed and analyzed, with the primary focus on the identification of 
themes and categories. 
 
4.4 Analysis and interpretation of consolidated data 
 
The related codes were combined into themes, categories, ideas behaviours 
or interactions. Each category was assigned a descriptive phrase or an 
identified label from the text or question within which they were generated. 
After categories had been established and labeled, the coded data was 
grouped into categories that meant cutting and sorting and categories were 
broken into subcategories or themes. Research format was presented as 
follows:  interview schedule letter to the participants as once-off; theme 
statement; research question; followed by scheduled interview questions; 
the responses from the participants; tables and inferences were presented 
after each category. 
 
Out of all the information/data, three themes were established. These 
themes will now be discussed. 
 
4.4.1  THEME 1: The explanation for the occurrence of the 
problems in the implementation of IQMS in public schools 
 
Research question 
 
“What may be the explanation for the occurrence of the problems in the 
non-implementation of IQMS in selected schools in the Butterworth 
Education District?” 
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The following questions were scheduled for the interviews 
 
 What are the explanations for the occurrence of the problems in the 
implementation of IQMS in public schools? 
 Have you been trained? 
 Was the training enough? 
 Were the objectives of the programme made known/understandable    
to the structures? 
 How do you respond to the availability of human resources? 
 Were the structures established for IQMS functional? 
 Were the structures clear about their roles and responsibilities? 
 
Responses from the 25 participants 
 
Some of the responses by the participants were as follows: 
 
“Yes, two weeks training was received” 
 
“No. The training received was not enough” 
 
“The structures did not understand/know the objectives” 
 
“The non-implementation might be due to lack of human resources; 
therefore educators fail to meet the planned activities due to heavy 
workload” 
 
“Structures were not functioning well due to the lack of backup by SMTs; 
SDTs and DSGs” 
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 “The lack of knowledge, unclear roles and responsibilities by all structures” 
“The alignment of IQMS is a silent killer to the development” 
 
The responses were grouped in categories/themes and are indicated in 
Table 1 below. 
 
Table1: Problems in the implementation of IQMS 
 
Item Response from the participants 
categories/themes 
 
1.The explanation for the 
occurrence of the problem 
 
 
Training was not enough 
 
 
 
 
 
 
Structures were non-functional 
 
 
Unclear roles and responsibilities 
 
 
Lack of human resource versus workload 
 
 
Lack of knowledge by the SMTs & SDTs.  
 No reflection/ feedback by both SMTs and 
Districts Coordinator 
 
 
Shortage of expertise 
 
 
Failure due to the alignment of IQMS with 
incentive (1%) 
  
48 
 
From responses of the participants the following inferences could 
be made. 
 
 The main concern raised by the educators was the duration of the 
training that was too short for the package entailed which was the 
advocacy; establishment of structures; training of structures; the 
implementation processes and procedures and assessment 
processes. 
 The failure of the Department to reflect on and/or feedback on the 
educators’ strengths and weaknesses submitted to them through SIP 
and summative evaluation, contributed to the occurrence of the 
problems of non-implementation of IQMS.  
 The lack of knowledge, unclear roles and responsibilities by all the 
structures in schools were raised by some of the educators as one of 
the reasons for non-implementation. 
 The lack of mentoring, monitoring and support by the Department 
and management in schools were raised by the educators as another 
reason that contributed to the non-implementation of IQMS. 
 The heavy workload and lack of human resources that each educator 
had to carry made a mockery as the educators failed to meet the 
planned activities of IQMS programme. 
 The lack of Human Resource in schools was a concern that was 
expressed by virtually all the interviewees. 
 The alignment of developmental programme with the incentives took 
the central stage in submission of fraudulent scores and had 
suppressed all the objectives of the IQMS. 
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4.4.2 THEME 2: Mechanisms or suggestions to improve quality 
implementation of IQMS in public schools. 
 
Research question 
 
“What mechanisms or suggestions can be drawn to change educators’ 
attitude towards IQMS or to improve quality implementation?” 
 
The following questions were scheduled for the interviews: 
 
 Is there any kind of support rendered to you by the structures or 
teams? 
 
 Is there any support/feedback given by the structures or team? 
 
 Does the programme add value to the educators’ individual 
knowledge, experience of work and development? 
 
 Is there any kind of support from the DoE? 
 
 What kind of backup and/or reflection received from the DoE after 
receiving SIP or summative evaluation? 
 
 What mechanism do you think can be drawn to improve the quality 
implementation of IQMS in schools? 
 
 Responses from the 25 participants 
 
Some of the responses from the participants were as follows: 
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“Managements, both Departmental and at schools ought to own the IQMS” 
 
“Some of the structures give feedback after each and every round of 
evaluation, others did not” 
 
“The DoE seldom gives report to some groups of educators and not to the 
individual schools as it is supposed to be. The feedback is supposed to be 
given according to the different concerns submitted to the Department and 
it depends on how the invitation has been communicated” 
 
“DoE does not reflect on SIP and summative evaluation and that gives a 
problem on educators for not knowing their strengths & weaknesses on 
IQMS” 
 
“There are many suggestions that can be used by the DOE to improve the 
quality implementation of IQMS in schools, amongst those suggestions are; 
more training or more IQMS workshops; IQMS school structures should 
remain unchanged for a period of at least three years, especially IQMS 
coordinators, IQMS should be planned in such a way that it is practiced 
daily for effective results and expectation of expertise to visit schools.  
Appointment of secretaries should be a matter of urgency at schools to 
lessen the administrative work to the principal so that they could focus on 
the development at schools, delinking of development programme to the 
incentives, linking of learners to the development programme as the 
educators’ performance is evaluated from the learners’ feedback” 
“More emphasis must be put on development rather than on incentive” 
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Table 2: Mechanisms or suggestions to improve IQMS 
 
 
 
 
 
 
Item 
Response from the participants  
categories/themes 
 
2.Mechanism/Suggestions to 
improve quality implementation 
of IQMS in schools 
 
SMTs should own the programme. 
 
 
Feedback/reflection on SIP & summative by 
SMTs and District coordinator 
 
 
List of suggestions to improve quality 
implementation of IQMS 
 
 
Need for re-training 
 
 
IQMS Structures to remain unchanged for the 
period of 3years 
 
 
IQMS should be practiced daily 
 
 
Availability of expertise 
 
 
Appointment of administrators/clerks to all 
schools. 
 
 
Delinking of programme to the incentives 
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From the responses of the participants the following inferences 
could be made. 
 
 The need for more training and workshops for all educators were 
highlighted by the interviewees.  
 
 The heavy workload came up again as a detrimental trigger that 
actually kills the development at public schools; therefore it is also 
advisable that appointment of administrators should be treated as a 
matter of emergency to all schools for the smooth running of 
administration and developmental programmes on the other hand. 
 
 If the management in schools is having problems with IQMS, there is 
no way that it could be effectively implemented. 
 
 It has been noticed that educators do not understand the objectives 
of IQMS as indicated by the Department, but rather focus on the 
incentives that is aligned with IQMS. 
 
 It is advisable that IQMS should be carried out on a daily basis. 
 
 The persons with the necessary expertise should visit the schools 
regularly to check the progress so as to tackle the problems or 
challenges facing schools while they are still fresh. 
 
 It is more advisable that IQMS structures should remain unchanged 
for the period of 3 years, more especially the coordinator. 
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4.4.3 THEME 3: The need and importance of re-training in IQMS 
 
Research question 
 
 “Is there any need for re-training of educators for the quality 
implementation of IQMS and for developmental purposes?” 
 
The following questions were scheduled for the interviews: 
 
 In your opinion, is there any need for re-training of educators? 
 
 Was the training enough for the whole process? 
 
 How does IQMS programme negatively affect the progress? 
 
 What problems are experienced by education in the implementation 
of IQMS? 
 
 How does the incentive affect the programme? 
 
 
Some of the responses from the 25 participants 
 
“A big “yes” for re-training was the answer to almost all the responses”  
 
“The duration of two weeks for the whole training that is; advocacy, 
establishment of structures, training of structures, the implementation 
processes and procedures and assessment processes have never been 
enough to capture the processes of the implementation” 
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“The structures which were established by the schools are non-functional 
because of their unclear roles and responsibilities” 
 
“No clear feedback from the educators who attended the training because 
some did not even finish the training” 
 
“Some educators who went for training never came back to train others as 
per the policy procedures because of the insufficient information and little 
knowledge they had” 
 
“It is time consuming as the structures waste some of the tutorial time in 
evaluating others pretending as if they know what they are doing but they 
ended up submitting fraudulent scores” 
 
“It is depressing in the sense that the SMT/SDT has to do multi tasks such 
as teaching (some are multi grading), initiating, planning and monitoring of 
all the programmes  at school, administration work and other administrative 
tasks like calling meetings of various stakeholders (SMT, SDT, staff, SGB, 
IQMS, parents and curriculum workshops)”  
 
“The overcrowded accommodation at the training had an impact on 
understanding the essence of the information” 
 
“Shortage of expertise for the programme” 
 
“Union members who were roped in by the facilitating team were 
undermined by their colleagues hence they knew that they were not the 
expertise of the programme” 
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“This programme could be of good importance for the development of 
educators only if it was thoroughly practiced”  
 
“Heavy workload made educators to have attitudes towards IQMS” 
 
“Some managers took advantage of using evaluation process in battling 
their differences” 
 
“Misunderstanding of the IQMS terminology and evaluation tools have 
contributed in the non-implementation of IQMS” 
 
“Sometimes it is threatening because it is aligned with increment, if you 
don’t submit composite scores you would not get increment. It ended up 
shifting the focus of development to the increment”  
 
 
Table: 3: Need & Importance for re-training 
 
 
Item 
 
Response from the participants 
3.The need and 
importance of re-
training in IQMS 
 
Re-training 
 
 
 
The duration of training. 
 
 
Lack of expertise 
 No follow - up & feedback by the DoE 
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Time-consuming 
 
 
Workload versus lack of staff 
 
 
Misunderstanding of terminology 
 
 
Lack of knowledge to the SMTs and educators 
 
 
Incentive focus-based 
 
 
 
From the responses of the participants the following inferences 
could be made: 
 
 There is a need for re-training of educators, as the duration of 
training was very short.  
 The unclear roles and responsibilities resulted in the non-
implementation of the programme.  
 The structures that were sent for training by the respective schools 
could not give feedback due to their poor attendance and they 
complained of overcrowded venues, which made them not getting 
clearly the actual substance of the programme. That made them 
unable to train back their colleagues because they had no 
information.  
 District coordinators as Educational Specialists of IQMS should have 
reflected on the summary of records submitted to them by the 
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schools and should have made follow – up on the information sent to 
them by schools through School Improvement Programme (SIP) 
tools prior the evaluation. If everybody would have done what was 
due to him/her, the rate of non-implementation would have dropped.  
 There was an outcry that managers were taking advantage in ill 
treating their colleagues through evaluation. This meant that they 
had not learnt about the reasons for IQMS and its principles and 
objectives. 
 The failure of the Departmental officials to monitor and support the 
schools resulted to educators being victimized by their seniors. 
Specifically, if the Departmental officials had visited schools regularly, 
they would have tackled those challenges as soon as they came. 
 The heavy workload that had been noticed had become a norm, 
especially, to the SMTs who had to attend to their regular 
administrative work and tasks. 
 The alignment of the programme with the increment had destroyed 
the objectives of IQMS as the educators had shifted the focus to the 
1% increment, which is an incentive after submission of scores on 
educator performance evaluation by the principals of schools.    
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4.5 DISCUSSION OF FINDINGS  
 
In this study three main issues have been identified for discussion. These 
issues are: 
 The explanation for the occurrence of the problems. 
 Mechanisms or suggestions to improve the quality of IQMS and to 
change the education attitudes towards IQMS. 
 The need and importance of retraining.  
 
4.5.1 The explanation for the occurrence of the problems 
 
The educators’ responses expressed clearly that the duration of two weeks 
for the training had never been enough. The random sampling of two 
educators from each school was not enough for the representation to the 
new programme.  According to the literature review on the implementation 
of IQMS, the sampled representatives per school were to go back and train 
other educators and that was a principle. After training, schools had to 
establish structures and train others through the guidance of SMTs. Some 
of the representatives did not finish attending the programme as a result 
they were unable to go back and train others as per policy resolution.  
 
 According to the literature review on the implementation of IQMS, the 
sampled representatives per school were to go back and train other 
educators and that was a principle. After training, schools had to establish 
structures and to do training through the guidance of SMT. The 
management team – SMT, SDT and DSGs were expected to do mentoring, 
monitoring and assess their fellow colleagues on their performance and 
develop them where the need was established. The instruments/tools were 
provided by the department. These were contained in the manual books. 
The tools helped them to identify educators’ concerns and areas that 
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needed development through the Personal Growth Plan (PGP). The 
implementation was to be monitored by structures in all levels of operation. 
Those who managed to finish the training were still unable to train 
educators, because of the huge package that includes: advocacy, 
establishment of structures, implementation process and 
assessment/evaluation of educators which was to be done at a stipulated 
period.  
 
The once-off training and commitments of principals in their respective 
schools deadlocked the programme as they could not remember all the 
details clearly, let alone, not having a chance for presentations. The 
composition of structures differs from the district level to the school level. 
In the district, the District IQMS coordinator is the only one who coordinates 
and monitors the implementation of IQMS in schools by liaising with the 
IQMS schools coordinators and SMTs. The structures in the school level are 
as follows: School Management Team (SMT) which consists of the principal, 
deputy principal, and Heads of Department, School Development Team 
(SDT) consists of principal, WSE coordinator, 1-2 SMT members, 1-3post 
level 1 educator depending on the level of the school. The Development 
Support Group (DSG) consists of educator’s immediate superior and one 
peer colleague (ELRC, 2003). The school IQMS coordinator reinforces the 
existing hierarchies of control and line management within the school 
(ELRC, 2003(c)). 
 
Some managed to train their colleagues and established the structures, but 
they got stuck when they had to put the theory into practice. Structures 
ended up not functioning, because they were not clear about their roles and 
responsibility and the interpretation of IQMS terms was a huge problem.  
The SDT and SMT also lacked the knowledge to pass it down to the 
educators.   
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The lack of staff especially the one of not having secretaries to do 
paperwork due to redeployment, retirements and deaths without any 
replacement, created some extra challenges. The lack of conducive teaching 
and learning environments; multi-grading and some extra activities 
contributed to the load that resulted in the non-implementation of IQMS in 
schools. Educators are working under suppressive and non-conducive 
environments, performing multi-tasks, teaching multi-grades and more than 
two learning areas per grade. This added to the problems experienced in 
introducing IQMS successfully. 
 
Sometimes it happened that the same educator was an IQMS coordinator 
and had the responsibility of drawing an implementation programme with 
the SDT/SMT and to monitor the DSGs through the implementation of the 
programme. The principals had to do administration work and other 
managerial tasks without having a secretary. They had some other tasks 
like teaching multi-grades, initiating and organizing a good climate for the 
school, supervision work and coordinating extra-mural activities. The heavy  
load of educators developed negative attitudes towards the programme and 
its processes.  
 
According to Weber (2005) there are contradictions about IQMS 
implementation between the politics of accountability and the developments 
of Human Resource, because the two opposites exists alongside each other 
and it is not clear how this matter might be resolved in practice. Weber also 
states that some of the problems that might lead to the underperformance 
of schools were the less attention that had been paid to gender relations 
between powerful senior management in schools and their junior 
colleagues. The tendency of sexual harassment and abuse of female 
learners by male educators and conflict of interest due to love relationships 
amongst the managers and staff in schools further escalated the problem 
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According to Mboyane (2002) some of the reasons that resulted in poor 
implementation of IQMS were that: the National Department of Education’s 
advocacy programmes on IQMS were not intensively driven and the training 
given to the teachers was insufficient. He also affirmed that some 
consultants who were running the sessions had inadequate knowledge and 
practical experience to undertake such training. The cascade model of 
training, the lack of insight into IQMS by facilitators, the top down approach 
of the Department, lack of Departmental backup and insufficient resources 
in previously disadvantaged schools were supplementary to the problems. 
These were some of the problems for teachers not to display initiative to 
implement the IQMS. 
 
According to Clarke (SADTU, 2011) schools are underperforming due to 
poor leadership and management, poor accountability and responsibility, 
poor improvement planning and lack of knowledge and skills of the 
teachers. Clarke further detailed that his observation towards managers and 
leadership teams tend to focus on the educators’ efforts on ensuring that 
they complied with departmental rules and regulations. The attention given 
by educators to the bureaucratic administrative demands of the district 
officials were more than on addressing the needs of managing and 
monitoring the equal teaching and learning in schools. Clarke supplemented 
his observation by saying that planning in some schools is superficial, 
haphazard and inadequate, in that, their planning seldom involves 
educators,  let alone, not providing them with a year plan setting dates and 
deadlines of the work to be done for the year.    
     
The alignment of the developmental programme with the incentive of 1%, 
which is annually given to every assessed educator, became a problem as 
the educators’ focus was on the incentive rather than on the development 
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of the programme. The submission of fraudulent scores by principals to the 
Department also crowned the problem. The failure of the Department in 
giving feedback/reflection on the performance of the educators’ evaluation 
had an impact on the non-implementation of IQMS. 
 
4.5.2 Mechanisms or suggestions to improve quality 
implementation of IQMS in public schools. 
 
The responses of the educators were more like confirming the need for re-
training for the IQMS programme. The following were some of the identified 
issues that had an impact on the non-implementation of IQMS in schools: 
heavy workload, redeployment, the non-replacement of retired and 
deceased educators, poor working relations, ill-health, and shortage of 
resources. This meant that as long as the schools are having shortage of 
staff, workload, curriculum resources and non-conducive teaching and 
learning environments as mentioned above, the development in schools is 
still going to be slow footed. These problems negatively affected the 
development in schools especially in the underdeveloped areas of the 
Province and no good results could be produced under those circumstances.  
 
The Quality Teaching and Learning (QTL) programme which has been 
launched recently by the Province, districts and schools, will never meet the 
expected objectives if the above mentioned problems still exist. Apparently, 
the Department has contributed to the poor/non-implementation of IQMS, 
for not supporting or monitoring her programmes for quality 
results/outcomes. The management of schools should also acquire their 
responsibilities and perform their management duties with commitment and 
competence as they are the representatives of government in the 
community services.  
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For as long as the management of schools is ignorant towards the 
development programmes in their respective schools, there will be no 
quality teaching and learning nor the quality end results. The responsibility 
and commitment expectation is also extended to all the Departmental 
officials to do their respective duties of mentoring, supporting and 
monitoring to all the programmes including IQMS so that they are able to 
fix the problems while they are still in premature stages.   
 
4.5.3 The need and importance of re- training 
 
It has already been said that the duration of two weeks was never been 
enough. The package of the training was huge to be a once-off training. 
The initial sampling of two educators per school had never materialized as 
the trainees could not manage to plough back as expected and as per policy 
principles. The principals, who had to plan, organize, mentor, support and 
monitor the progress in schools, had no knowledge of what to monitor. The 
failure of the principals to have information as the heads and initiators of 
development and progress in schools hindered the progress at schools. This 
problem had been extended down to the educators. The researcher found 
that the educators had lost interest on what was not even known by their 
managers and this gave them less opportunity to have more work as they 
have already been experiencing that.  
 
Initially, the implementation process had the following step by step 
procedure: after the establishment of DSGs, the coordinator had to supply 
the tools for the educators to evaluate themselves and to identify on their 
PGPs the areas of development. The DSGs, after receiving the PGPs, would 
start mentoring, supporting and mentoring the peers. This was done 
according to the previously planned plan. After the mentoring process, the 
SDT/SMT had to assess the educators on the first four PS which were: the 
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creation of the learning and teaching environment, knowledge of the 
curriculum, lesson planning preparation and learner 
assessment/achievement as the baseline evaluation. After each and every 
round of evaluation, all educators together with the SDT/SMT discussed the 
findings and worked together towards the quality performance. The 
mentoring, support and monitoring would proceed and the summative 
evaluation would come as last evaluation process. Each educator was 
expected to present two different lessons and be evaluated on them. The 
awarded marks would be recorded and to be discussed with the DSGs 
before they were forwarded to the district office through tools provided in 
the manual. This process was never been done as expected by some of the 
schools due to the list of reasons previously stated to the literature review. 
 
The only thing they had was to put an emphasis on an incentive which gave 
a percentage to their salaries rather than on development. This became a 
problem as the management found themselves in a position of maneuvering 
the scores for all the educators for submission purposes-scores they did not 
quality to get. In the true sense of the word that was fraudulent. Some 
SDT/SMT did not even know that performance scores allocated were based 
on criteria rating. That was where the loopholes occurred. The Department 
also failed to feedback/reflection on the assessment/evaluation submitted to 
them by the districts, which was the information from the schools. The 
feedback/reflection might have given the momentum to the programme in 
schools. These were some of the things that gave assurance that there was 
still a need for re-training of educators on IQMS.      
 
The summary of scores for all educators was determined by the correctness 
of the information recorded from PGPs, baseline evaluations, progress 
mentoring and coaching report by the DSGs and summative evaluation 
reports.  
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The correct recording and analysis of scores submitted, was another area of 
experience which showed on whether the schools implemented IQMS or 
not. Sometimes it happened for the scorer to rate a high score on the 
criteria where the educator had indicated it as the area of development in 
the PGP, which became a contradiction as someone could not be expected 
to be developed where there was no need. The Department officials who 
were supposed to support the management progress in schools were not 
doing their work well. This occurs when the programme has been taken as 
a payment increment and not a as a development programme. As long as 
the Department was not having close monitoring with the management of 
schools about IQMS, there would still be problems in the implementation of 
IQMS. 
 
4.6 Conclusion on the discussion of findings 
  
The researcher was engaged in the following issues as the areas of focus 
for the findings on the problems for the study. These issues were the 
following: 
 
 The explanation for the occurrence of the problem regarding IQMS 
the non-implementation of IQMS in selected schools in the 
Butterworth Education District. 
 Mechanisms and suggestions to improve quality improvement of 
IQMS in schools. 
 The need for and importance for re-training of educators.  
  
The researcher engaged in the critical act of collecting all the information as 
categories and themes. The researcher did this by searching for author’s 
opinions from the internet; used other sources from the library; searched 
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for other information from the participants through structured interview 
questions. The idea was that some people were naturally not comfortable 
when they were being interviewed and left the important things needed 
behind. That is why the researcher decided to use different 
levels/categories data collected.  Chapter 5 will focus on the presentation of 
summary, conclusion and recommendations of the study. 
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CHAPTER 5 
 
 SUMMARY, CONCLUSIONS AND RECOMMENDATIONS 
 
5.1 Introduction 
 
The purpose of this chapter was to combine the problem statement in 
Chapter 1 with findings and to summarize those findings. The conclusion of 
the study followed and certain recommendations were made. 
 
5.2 Summary 
 
Chapter 1 outlined the aims of the study as follows: 
 
 To elicit problems encountered by educators in the implementation of 
IQMS 
 To assist in solving the problems in the implementation of IQMS 
 To suggest some more ideas that may be user-friendly to the 
implementers 
 To convey the awareness about the importance of IQMS in the field 
of teaching and learning 
 To be of assistance in shifting the focus of the attachment of 
increment(pay/grade progression) to the developmental programme 
which was seen as a barrier towards the objectives of IQMS 
 To change negative attitudes towards IQMS for positive quality 
implementation of IQMS  
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The researcher further investigated through literature read the problems 
were encountered by educators in the implementation of IQMS in schools.  
 
The specific outcomes envisaged by the researcher were: 
 
 The elimination of some of the problems identified and turning those 
to positive attitudes that might lead to quality implementation of 
IQMS. 
 
 To help eradicate the barriers that might be the results of poor or 
non-implementation of IQMS in schools and help improve the quality 
of implementation and its importance to the field of teaching. 
 
 The study might be used as a turning point towards the 
enhancement of quality performance of the educators in order to 
qualify for increment, rewards and incentives. 
 
In addition to that, this chapter entailed brief background of the study, the 
problem statement and research questions, as well as the chapter divisions 
in this mini-dissertation.  
 
Chapter 2 dealt with the literature review. The main aims of the study 
were to elicit problems encountered by the educators in the implementation 
of IQMS and to assist in solving these problems. Furthermore, the 
researcher aimed at helping in conveying the awareness about the 
importance of IQMS in the field of teaching and learning and also to be of 
assistance in shifting the focus of the attachment of increment to the 
development which was seen as a barrier towards the objectives of IQMS. 
In addition, the researcher aimed at changing attitudes towards IQMS for 
positive quality implementation of IQMS.  
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In covering these important aims the researcher unpacked the problem 
statement by looking at the views of other authors and authorities on this 
issue. The chapter covers the introduction, the background of the policy, 
the implementation of DAS and its failure, the PMS and WSE guiding 
principles and procedures for the implementation of IQMS, implementation 
process of IQMS and other authors’ opinions about the occurrence of IQMS 
problems. 
 
Chapter 3 described the research design and methodology chosen for the 
study. A qualitative research approach with a qualitative survey design that 
was explorative, descriptive and contextual was used. The research design 
and method of data collection, as well as data analysis were discussed in 
this chapter. The researcher conducted structured interviews in 5 schools in 
the Butterworth Education District, using 5 educators per school categorized 
as principal; IQMS coordinator and 3 posts level 1 educator as participants 
of the study. The sample methods used were convenience and purposive 
sampling. This was chosen because the selected schools were within the 
proximity of the researcher, as the researcher is employed, the purpose was 
to use nearby schools for the researcher’s convenience in terms of time, 
accessibility and financial constraints. The purposive sampling was used to 
select the participants as the researcher wanted to get the relevant 
information from all the categories. The reason for using qualitative 
approach was justified. The nature, purpose and use of the data collection 
instrument were discussed.  
 
Chapter 4 summarized, presented, interpreted and discussed the data 
collected from the structured interviews from 5 schools with 25 
respondents. 
 The responses from the participants were analyzed; themes with tables 
and inferences from the responses of the participant were made.  
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The inferences were incorporated into the discussions of the study under 
the themes which were identified by the researcher from the study. The 
responses were analysed and interpreted, and conclusions were drawn.  
 
Chapter 5 presented the summary of data provided. The conclusions 
drawn from the study was also presented and the recommendations based 
on the outcomes of the study were made.     
 
5.3 Conclusion 
 
The study concluded that there were still gaps that still need to be bridged 
in the implementation of IQMS in schools. These problems aroused from the 
lack of monitoring and feedback of both the Department of Education and 
the management of schools. There were a lot of ignorance; commitment 
and laziness, let alone, the incompetence and non-compliance by both 
managements and educators. The fact that, after such a long time after the 
Minister of Education, Kader Asmal had launched the implementation of 
IQMS; there were people who still had no knowledge of what the objectives 
of IQMS were and that was objectable. If everybody (the Department, the 
SMTs of schools and the educators) were practical to the implementation of 
IQMS, the quality of results of the implementation of IQMS (as its objectives 
declared the quality of teaching and learning and education for all) would 
have extended to the learners, and the results would have been improved 
in this Province. 
 
According to the findings, the lack of mentoring, support and monitoring by 
IQMS structures at schools, especially, on the needy areas of development 
which were identified by educators through their PGPs and the lack of 
feedback on the developmental appraisal report completed by the principals 
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of schools and submitted to the Districts via SMTs, were some of the key 
problems for the failure of the non-implementation of IQMS in schools. 
The need for the re-training of educators was suggested by most of the 
educators. It was also recommended that if possible, the Department on 
her turning around strategy would segregate the developmental programme 
from aligning it with the incentive as the focus has shifted from 
development to an increment. Furthermore, the re-training would help on 
recapping the educators’ skills for quality purposes.  
 
It is advised that the appointment of clerks/administrators to all schools be 
of the utmost importance as it would lessen the heavy workload on the 
administration side of the managers and as they are the better-quality team 
leaders of the quality implementation process of the IQMS programme.  
 
5.4 Recommendations 
 
Having collected the data and analyzed the findings, the researcher wishes 
to suggest the following recommendations: 
 
5.4.1 Employment of administrators 
 
It is recommended that the DoE must employ the clerks/administrators as a 
matter of urgency to all schools. This will help the managers to have 
enough time in mentoring, monitoring and supporting all the IQMS 
structures for the quality and smooth running of the programme.  
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5.4.2 Re-training of educators 
 
Re- training of educators is absolutely a necessity. Educators lack the 
knowledge on what the objectives of the IQMS progromme exactly entail 
and what its benefits are to the individual educator in particular and to the 
profession in general. The information gained might arouse their interest as 
the implementers of the programme. It is also suggested that the training 
be taken on according to their levels of duty operation so that everyone 
understands his/her area of supervision. 
 
5.4.3 Delinking of incentive from the development programme  
 
The observation and experience of the researcher verified that the incentive 
of 1% salary increment is the main focus in the implementation of IQMS 
rather than developmental. Therefore, in order for the process of the 
implementation of IQMS to take place effectively, the DoE should change 
the strategy by delinking the development from the incentives as the focus 
has shifted to the incentive instead of the development of the programme. 
 
5.4.4 Regular monitoring of the programme by the DoE 
 
As long as the departmental officials do not monitor the IQMS progress in 
schools, there will be no development in its practical implementation. The 
DoE has to pull up its socks in monitoring the quality implementation of the 
IQMS programme so as to be able to tackle the problems in their pre-
mature stages. 
 
Because of the lack of monitoring by the DoE, the educators’ took chances 
to shift the blame to the DoE. 
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 The feedback/reflection on the score analysis submitted to the District 
Coordinator by the principals through SIP is the requirement. This might 
prevent the fraudulent scores scored by educators’ DSGs and rather 
encourage and strengthen them in their weaknesses. 
 
5.4.5 Improvement of working conditions in public schools 
 
Dissatisfaction in terms of heavy workloads and uncondusive working 
conditions in schools should be addressed. The quality assurance of 
programmes in schools is impossible if the conditions remain as it is. There 
is a huge cry of understaffing in schools. This  affect the quality of teaching 
and learning as educators are experiencing multi-grade teaching; teaching 
of more than two learning areas in different phases; administration 
workload; departmental demands; extra-mural activities as part of the 
curriculum; and other welfare programmes as parts of IQMS performance 
evaluation areas that need educators’ attention. The need for the elevation 
of this profession is of imperative matter. 
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Table 1: Problems in the implementation of IQMS 
 
Item Responses from the 
participants=categories/themes 
1.The explanation for the 
occurrence of the problem  
Training was not enough 
 Structures were non-functional 
 Unclear roles and responsibilities 
 Lack of human resource 
 Lack of knowledge by the SMTs and SDTs 
 No reflection/feedback by both SMTs and District 
Coordinator 
 Shortage of expertise 
 Failing due to the alignment of IQMS with 
incentive 1% 
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Table 2: Mechanisms/suggestions to improve IQMS 
 
Item Responses from the 
participants=categories/themes 
The mechanism/suggestions to 
improve quality implementation of 
IQMS in  schools 
No feedback/reflection on SIP summative 
by SMTs and the District coordinator  
 
 SMTs should own the programme 
 List of suggestions to improve quality 
 Need for re-training 
 Structures to remain unchanged for the 
period of 3 years 
 IQMS should be practiced daily 
 Availability of expertise 
 Appointment of administrators to all 
schools 
 Delinking of programme to the incentives 
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Table: 3 Need and importance for re-training 
 
 
Items Responses from the 
participants=categories/themes 
3.The need and importance 
for training in IQMS 
 Re-training 
 The duration of training 
 Lack of expertise 
 No follow-up & feedback by the DoE 
 Time-consuming 
 Workload versus lack of staff 
 Misunderstanding of terminology  
 Lack of knowledge to the SMTs and educators 
 Incentive focus-based 
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INTERVIEW SCHEDULE 
 
 
Dear Participant 
 
 
I am a Master in Education student at WSU whose student number is 
208038507 and I am doing a research to fulfill the requirements of the 
degree. I kindly request your participation in order for me to succeed with 
my research. I want to assure you that all the information you will be giving 
me will be dealt with in a very confidential manner. 
 
Thank you in advance for your willingness to participate in the study. You 
may withdraw at any stage if you find the questions too sensitive and 
provocative. 
 
 
Regards 
N.T. Memani. 
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INTERVIEW QUESTIONS 
 
 
These were structured questions for the participants: 
 
 
1. Have you been trained for IQMS? 
 
 
 
2. How long was your training? 
-------------------------------------------------------------------------------------------- 
-------------------------------------------------------------------------------------------- 
 
 
3. Was it enough for the whole process? 
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
------------------------------------------------------------------------------------------ 
 
4. Do you have structures for IQMS at your school? 
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
------------------------------------------------------------------------------------------ 
5. Are the structures functional/ If not, what may be the reasons? 
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
----------------------------------------------------------------------------------------- 
  
86 
 
 
6. Were the structures clear about their roles and responsibilities? 
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
----------------------------------------------------------------------------------------- 
 
7. What kind of support is rendered to you by the assessing structures/ 
teams? 
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
------------------------------------------------------------------------------------------ 
8. To what extent do the IQMS add value in relations to educators’ 
individual knowledge, experiences of work and development? 
----------------------------------------------------------------------------------------
----------------------------------------------------------------------------------------
----------------------------------------------------------------------------------------
----------------------------------------------------------------------------------------
-------------------------------------------------------------------------------------- 
9. How do you receive your performance feedback from your assessing 
structures or teams? 
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
----------------------------------------------------------------------------------------- 
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10. What kind of support, back up/reflection received from the DoE after 
summative evaluation? 
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
----------------------------------------------------------------------------------------- 
11. How does IQMS negatively affect the profession? 
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
-------------------------------------------------------------------------------------------- 
12. What problems are you experiencing in the implementation of the 
programme? 
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
-------------------------------------------------------------------------------------------- 
13. What may the occurrences of the problems? 
----------------------------------------------------------------------------------------
----------------------------------------------------------------------------------------
----------------------------------------------------------------------------------------
----------------------------------------------------------------------------------------
------------------------------------------------------------------------------------- 
14. What mechanism do you think could be drawn to improve the 
implementation of IQMS in schools? 
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
--------------------------------------------------------------------------------------------
------------------------------------------------------------------------------------ 
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                                                                         1337 Mcubakazi  
                                                                          Butterworth 
                                                                          4960 
 
 
The Chief Director: Strategic Management, Monitoring & Evaluation 
Department of Education: Eastern Cape 
Steve Tshwane Education Complex 
Zone 6 
Zwelitsha 
5605 
 
Dear Sir 
 
RE: Application for conducting research 
 
I hereby request permission to carry out a research project in the schools of 
the Department. The topic for the research is: Problems encountered by 
educators in the implementation of IQMS in selected schools in the 
Butterworth Education District. I have selected five (5) schools for the 
research study. 
 
These are the schools: 
 
1. Gontshi  J.S.S. 
 
2. Ntlebi    J.S.S 
 
3. Mbasa    J.S.S. 
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4. Hebe-hebe J.S.S. 
 
5. Lower Ndakana J.S.S 
 
Thank you in advance for your cooperation. 
 
Yours faithfully 
 
……………. 
N.T.Memani (Miss) 
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       1337 Mchubakazi 
Butterworth 
                                                   4960 
The District Director  
Mission Location  
Butterworth  
4960 
 
Dear District Director 
 
RE: Permission to carry out research project in schools  
 
I hereby wish to request permission from your esteem office to do a 
research study in selected schools in your district. I wish to assure you that 
the information/data obtained will be dealt with very responsibly. The topic 
of my research study is: PROBLEMS ENCOUNTERED BY EDUCATORS IN 
THE IMPLEMENTATION OF IQMS IN THE SELECTED SCHOOLS IN 
BUTTERWORTH EDUCATION. 
I intend to use the following schools: 
1. Gontshi J.S.S 
2. Ntlebi J.S.S 
3. Mbasa J.S.S 
4. Hebe-Hebe J.S.S 
5. Lower Ndakana J.S.S 
 
I wish to thank you in advance for your positive response to my request. 
Yours Faithfully 
……………………. 
N.T.Memani (Miss) 
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  1337 Mcubakazi 
                                                                               Butterworth 
                                                                               4960 
 
The   Principal 
 
……………… 
 
Nqamakwe 
 
 
Dear Sir/Madam 
 
RE: Permission to carry out a research project in your school 
 
 
I am a Master in Education student. I hereby request permission to carry 
out a research project in your school. My topic is: Problems encountered by 
educators in the implementation of IQMS in selected schools in the 
Butterworth Education District. 
 
 
I thank you in advance for your cooperation. 
 
 
Yours faithfully 
 
………………. 
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N.T.Memani (Miss) 
 
 
                                                                                  1337 Mchubakazi 
Butterworth  
        4960 
 
The Principal 
…………………….. 
Nqamakwe 
 
Dear Sir/Madam 
 
 RE: Permission to carry out research project in your school 
 
I am a Master in Education student. I hereby request permission to carry 
out research project in your school. My topic is: PROBLEMS ENCOUNTERED 
BY EDUCATORS IN THE IMPLEMENTATION OF IQMS IN THE SELECTED 
SCHOOLS IN BUTTERWORTH EDUCATION 
 
I thank you in advance for your cooperation. 
 
…………………………… 
Yours faithfully 
N.T Memani (Miss) 
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1337 Mchubakazi 
                                                                            Butterworth  
  4960 
 
Dear Participant 
 
RE: Request to a participate in my research study  
 
I want to assure you that all the information given to me is confidential and 
that you may withdraw at any stage you want to if you feel uncomfortable 
with the questions asked. 
 
Thank you in advance for your cooperation 
Yours Faithfully 
 
………………….. 
N.T Memani (Miss) 
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APPENDIX K 
WALTER SISULU UNIVERSITY 
DIRECTORATE OF POSTGRADUATE STUDIES 
 MANDATORY CONSENT FORM: ELECTRONIC THESES & DISSERTATIONS (ETD) AND 
PLAGIARISM REQUIREMENT (For postgraduate research outputs from 2009 September) 
TEMPLATE FOR THE STUDENT AND SUPERVISOR CONSENT FOR PUBLICATION OF ELECTRONIC 
RESEARCH OUTPUT ON INTERNET AND WSU INTRANET 
 
FACULTY: 
_______________________________________________________________________________ 
 
QUALIFICATION NAME:_______________________ABBREVIATION:___________YEAR: ________ 
 
STUDENT’S FULL N______________________________STUDENT NUMBER___________________ 
 
TYPE OF RESEARCH OUTPUT: RESEARCH PAPER/MINI-DISSERTATION/DISSERTATION/THESIS 
(TICK ONE) 
TITLE OF THE RESEARCH OUTPUT: 
_______________________________________________________________________________ 
 
  
 CONSENT: I HEREBY GIVE MY CONSENT TO WALTER SUSULU UNIVERSITY TO PUBLISH MY 
RESEARCH OUTPUT FOR THE QUALIFICATION ABOVE ON THE WSU INTRANET AND INTERNET. I 
CERTIFY THAT TO THE BEST OF MY KNOWLEDGE, THERE IS NO PLAIGARISM IN THE RESEARCH 
OUTPUT AS SUBMITTED. I HAVE TAKEN REASONABLE CARE TO ENSURE THAT THE RESEARCH 
OUTPUT MEETS THE QUALITY LEVEL EXPECTED FOR THE PRESENT QUALIFICATION LEVEL BOTH IN 
TERMS OF CONTENT AND TECHNICAL REQUIREMENTS. I FULLY UNDERSTAND THE CONTENTS OF 
THIS DECLARATION. 
 
__________________________________  ____________________________________ 
SIGNATURE OF STUDENT       DATE 
 
ENDORSEMENTS BY: 
SUPERVISOR:  
 
FULL NAME: 
______________________________SIGNATURE:___________________DATE:_______________ 
 
CO-SUPERVISOR(S):  
 
1 FULL NAME: 
__________________________SIGNATURE:____________________DATE:_______________ 
 
2.     FULL NAME: 
_____________________________SIGNATURE:______________________DATE:_____________ 
 
